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Abstract 
The purpose of this study is to determine the factors that support and inhibit organizational learning process. This study was 
designed as a qualitative research and phenomenological research techniques were used. Research was performed with mixed 
purposive sampling method in Çankaya district of Ankara in 4 Anatolian high schools. Interviews were conducted with a total of 
16 people, 4 of them were school administrators and 12 of them were teachers. The data collected were analysed by using 
descriptive analysis and content analysis techniques. The factors that support or hinder organizational learning are addressed in 
the context of in-school variables. In-school factors discussed in "organizational-structural and school culture" sub-themes. 
© 2014 The Authors. Published by Elsevier Ltd. 
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1. Introduction 
Uncertainty of environmental conditions requires learning and to be flexible, and educational organizations are 
forced to think on these concepts (Collinson & Cook, 2007). Educational organizations, to adapt to changes, to show 
adequate and competitive performance, and to enhance their effectiveness, attempt to improve their organizational 
learning capacities by obtaining new information, and sharing and institutionalizing this information (Marks & 
Louis, 1999). However, learning is not always taking place in a desired way in educational organizations. 
Challenges in the learning process can inhibit organizational learning (Collinson & Cook, 2001; Garcia-Morales, 
Lopez-Martin, & Llamas-Sanchez, 2006; Rusch, 2005). Organizations can face individual, organizational and 
environmental barriers in the process of organizational learning (Schilling & Kluge, 2009). In this context, a 
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systemic approach is thought to be beneficial that examine supporting and inhibiting factors together in 
organizational learning process in educational organizations. This research was carried out for this purpose. In this 
study, the following questions were sought: 
1. Which in-school factors (related to organizational-structural and school culture) are supporting organizational 
learning process in schools? 
2. Which in-school factors (related to organizational-structural and school culture) are inhibiting organizational 
learning process in schools? 
3. How to improve the organizational learning process more in secondary education institutions? 
2. Theoretical framework 
Different definitions have been made in the literature on organizational learning. According to Fiol and Lyles 
(1985, p. 803), organizational learning is a process of improving organizational actions through better knowledge 
and understanding. According to Argyris (1999), organizational learning takes place in an organization when 
mismatches are identified and fixed or organizational learning occurs when a match is found for the first time 
between organizational objectives and results. Collinson and Cook (2007, p. 8) define organizational learning as a 
deliberate use of individual, group, and system learning to embed new thinking and practices to renew and transform 
the organization around shared objectives. 
In-school factors are conditions that occur or present in school. These conditions can support or prevent 
organizational learning. School Mission and vision, school culture, decision-making structures, strategies used in 
change process, availability of resources and distribution of them constitute in-school factors (Leithwood, Leonard, 
& Sharratt, 1998).  
In this research, in-school variables are examined in the context of organizational-structural factors and school 
culture. As in the study of Leithwood et al. (1998), in this study, school culture is not within the organizational-
structural factors, are discussed separately.  
3. Method 
This research is a qualitative research and phenomenological research method was used in this study. The study 
group consists of four school administrators and twelve teachers working in four Anatolian high schools in Çankaya 
district of Ankara in the 2013-2014 academic year. Interviews with school administrators and teachers from 
different branches show that maximum variation sampling method was used. Schools are coded S1-S2-S3-S4, and 
participants are coded P1-T1-T2-T3 by the researchers. For example, participant coded as S1-P1 refers to P1 school 
administrator in S1 school. The interviews took an average of 45 minutes. Nine of the participants are male (56%) 
and 7 of them are females (44%). On average, participants are working for about 7 years in their current schools. 
Therefore, it can be said that participants know enough about their schools. 
A semi-structured interview form was used in this study. Interview form consists of basic questions and sub-
questions related to the research problem. Researchers applied to opinion of field expert, measurement and 
evaluation, and Turkish language expert. Each participant was interviewed by appointment. A voice recorder was 
used to collect research data accurately with the approval of participants. The purpose of interview is clearly 
indicated to participants, and participants was expressed their personal information will be kept confidential to 
ensure confidence.  
Qualitative data analysis techniques, descriptive analysis and content analysis, was used. When analyzing data in 
the study primarily the data was carefully examined, then the codes were formed from concept or set of concepts, 
and finally themes are formed by synthesizing the codes with a holistic approach. 
4. Findings 
Findings on organizational-structural factors that support organizational learning process are given in Table 1.  
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Table 1. Findings related to organizational-structural factors that support organizational learning process 
School administrators; 
x To be open to comments and suggestions from teachers and be supportive in this regard (n=13) 
x To create appropriate physical environment that improve organizational learning at school (n=9) 
x To take opinions of relevant stakeholders in the decision making process (n=7) 
x To be open to sharing and learning (n=6) 
x To facilitate the work of teachers (n=5) 
x To work in collaboration with stakeholders (n=5) 
x To support the professional development of teachers (n=5) 
x To support the personal development of teachers (n=4) 
x To do evaluation meetings with school staff for school improvement (n=4) 
x To motivate teachers to work (n=3) 
x Creating a climate of trust in school (n=3) 
x To create appropriate learning environments for teachers (n=3) 
x To be fair against teachers (n=2) 
x To do informative meetings with school staff  on matters related to school (n=2) 
 
A participant opinion on organizational-structural factors that support organizational learning process is given 
below: 
S2-P1: I manage any process by sharing with friends. I share what I know through formal and informal meetings 
with my friends. Almost everyone is able to tell what they do in school and what would be done in the future. We 
take decisions together. That's why it is easier for us to implement decisions.  
 
Findings related to school culture that support organizational learning process are given in Table 2. 
Table 2. Findings related to school culture that supports organizational learning process 
 
¾ School staff; 
x Share their knowledge, skills and experiences with each other (n=8) 
x Work in collaboration (n=7) 
x Share the problems relevance to the school (n=5) 
x Act respectfully towards each other (n=4) 
x Give importance to teamwork (n=4) 
x Effort for the success of the school (n=3) 
x See learning as a constant need (n=2) 
x Indicate organizational commitment (n=2) 
x Know each other well (n=2) 
¾ There is a climate of trust in the school. (n=4) 
¾ Priority in the school development activities is benefit of students (n=2) 
 
A participant opinion on school culture that support organizational learning process is given below: 
S4-P1: We have a good teaching staff that communicate well with each other, know each other well, and respect 
for each other. This is very important for organizational learning. They do not misunderstand each other. They 
comfortably share the problems they experienced at school with each other. They want help from each other, and 
support one another. 
 
Findings on organizational-structural factors that inhibit organizational learning process are given in Table 3. 
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Table 3. Findings related to organizational-structural factors that support organizational learning process 
 
x Lack of response to the needs of the teachers of the school administration (n=4) 
x Teachers' lack of sufficient time to sharing (n=4) 
x Incomplete use of physical and technical capacity of school (n=3) 
x Teachers' workload is too much (n=3) 
x School administration fails to generate solutions to problems in school (n=3) 
x School development activities not planned well (n=2) 
x Failure to implement the decisions taken at meetings (n=2) 
x Lack of appropriate environment that can meet the social and individual needs of teachers (n=2) 
x Teacher not to ask for his/her opinions on the issues that concern him/her (n=2) 
 
A participant opinion on organizational-structural factors that inhibit organizational learning process is given 
below: 
S2-P1: One of the biggest problems we face is the lack of time. Teachers spend most of their time with teaching 
in the school. They do not have enough time to spend time with their colleagues, and discuss the problems of school. 
Teachers should have sufficient common time to enhance organizational learning. Due to lack of time cannot do 
many things that we want do. 
 
Findings related to school culture that inhibit organizational learning process are given in Table 4. 
Table 4. Findings related to school culture that inhibit organizational learning process 
x The lack of a culture of learning in school (n=5) 
x The unwillingness of teachers to come together to share their knowledge (n=5) 
x The weak interaction between branches (n=5) 
x The lack of collaboration between teachers (n=4) 
x Lack of trust between colleagues (n=4) 
x Act with habits (n=3) 
 
A participant opinion on school culture that inhibit organizational learning process is given below: 
S3-T3: There is a certain communication and interaction between people there. However, I do not think teachers 
are in an effort to learn something from each other. So do not think there is a culture of learning in schools. 
 
Findings about how to improve organizational learning process more are given in Table 5. 
 
Table 5. Findings on how to improve organizational learning process 
x To create a democratic school culture (n=9) 
x School staff communicate better with each other (n=7) 
x School staff to develop themselves professionally (n=7) 
x Teacher's profession of love (n=7) 
x To create an environment of trust (n=6) 
x School administration and teachers to be open to change (n=6) 
x School administration and teachers to be open to innovation (n=5) 
x Do not distinguish between employees of school administration (n=5) 
x To create appropriate physical environment that  encourages organizational learning (n=3) 
 
A participant opinion on how to improve organizational learning process is given below: 
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S4-T2: If you are not good at the subject you are teaching your colleagues and students do not listen willingly to 
you. Your opinion is not given much importance because of your incompetence. 
5. Discussion 
5.1. Supporting and inhibiting variables in the context of organizational-structural factors 
Organizational-structural factors that support organizational learning at school as “to be open to comments and 
suggestions from teachers and be supportive in this regard, and to take opinions of relevant stakeholders in the 
decision making process” and organizational-structural factors that inhibit organizational learning at school as 
“failure to implement the decisions taken at meetings, and not to ask for teachers’ opinions on the issues that 
concern them” can be evaluated in the context of participation in decision-making process. According to Hoy and 
Miskel (2012), giving teachers the opportunity to contribute to school improvement in the process of determining 
the policies has a positive effect on the morale of the teachers and makes them more willing to work. According to 
Silins, Mulford and Zarins (2002), schools that want to improve the organizational learning process provide the 
active participation of teachers in the process of determining school policies, revising existing school applications, 
identifying future goals, and to ensure sharing of information with the public, families. Collective decision-making 
is seen an important factor in the creation of a learning environment which is necessary for organizational learning 
in a study conducted by Leithwood et al. (1998). According to Marks and Louise (1999), teachers' participation in 
decision-making processes is a key element that improves the learning capacity of school. Therefore, it can be said 
that participation in decision-making process is essential for organizational learning. 
Organizational-structural factors that support organizational learning at school as “to create appropriate physical 
environment that improve organizational learning at school, and to work in collaboration with stakeholders” and 
organizational-structural factors that inhibit organizational learning at school as “incomplete use of physical and 
technical capacity of school, and lack of appropriate environment that can meet the social and individual needs of 
teachers” can be evaluated in the context of coordinating. Human and material resources’ contributions to 
organizational objectives are provided simultaneously in coordinating (Aydın, 2010). Make a sustainable connection 
between the actors (school administrators and teachers who are change agents) and structure will contribute to the 
development of learning at the individual, interpersonal and organizational level (Giles, 2007).  
Organizational-structural factors that inhibit organizational learning at school as “teachers' lack of sufficient time 
to sharing, excessive workload of teachers, and not to plan well school development activities” can be evaluated in 
the context of planning. How and when to something is important in planning (Aydın, 2010). Collinson and Cook 
(2007) express that lack of time in school constraints sharing knowledge, analyzing knowledge, and 
institutionalizing knowledge. Sufficient time for the professional development of school staff is seen as an 
improving factor that improve organizational learning process (Silins et al., 2002).   
Organizational-structural factors that support organizational learning at school as “to be open to sharing and 
learning, to facilitate the work of teachers, to support the professional and personal development of teachers, to do 
evaluation and informative meetings with school staff for school improvement, to motivate teachers to work, to 
create a climate of trust in school, and to be fair against teachers” can be evaluated in the context of influence. 
Aydın (2010) says that providing satisfaction in organizational relationships, providing the necessary information to 
employees, and providing individual development are important behavior to affect school staff. Because teachers are 
essential elements in the school success, teacher's professional and personal development should be encouraged 
(Garcia-Morales et al., 2006).  
 
5.2. Supporting and inhibiting variables in the context of school culture 
Factors related to school culture that support organizational learning at school as “to share their knowledge, skills 
and experiences with each other, work in collaboration, share the problems relevance to the school, give importance 
to teamwork, effort for the success of the school, and see learning as a constant need” and factors related to school 
culture that inhibit organizational learning at school as “lack of a culture of learning in school, weak interaction 
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between branches, unwillingness of teachers to come together to share their knowledge, and lack of collaboration 
between teachers” can be evaluated in the context of collective activity oriented school culture. According to Hoy 
and Miskel (2012), school staff efforts to achieve the objectives of the school, and share with each other regarding 
their capacity and capability in a collective activity oriented school. A school culture that supports organizational 
learning process has an open and honest communication, and collaboration and collegiality are common in this 
school (Leithwood et al., 1998). According to Kokmaz and Cemaloğlu (2010), relationship between employees are 
weak in organizations that collaboration is lacking, and this situation can lead to employee to isolate himself from 
the organizational environment. Schools have powerful culture of learning that support school staff to be 
entrepreneurial and to take risks. Learning is continuous and developing a shared understanding is essential in that 
school (Silins and Mulford, 2002; Silins et al., 2002). 
Factors related to school culture that support organizational learning at school as “school staff act respectfully 
towards each other and know each other well, there is a climate of trust in the school, an school staff indicate 
organizational commitment” and factor related to school culture that inhibit organizational learning at school as 
“lack of trust between colleagues” can be evaluated in the context of school climate based on trust. Because of the 
interdependence there is a need to trust in the school. All stakeholders feel mutual trust towards each other in a 
school culture that organizational trust is strong, and this mutual trust allows them to work together (Hoy & Miskel, 
2012). Teachers can close themselves to sharing in a school climate where the teachers do not trust each other.  
Factor related to school culture that inhibit organizational learning at school as “act with habits” can be evaluated 
in the context of school climate based on control. Argyris (1999) explains this situation via organizational defensive 
routines concept. Organizational defensive routines inhibit both individual and organizational learning. Attitudes 
and habits that prevent change process, and defensive attitudes hinder organizational learning (Collinson & Cook, 
2004). 
 
5.3. How to improve organizational learning process more? 
Factors related to how to improve organizational learning process more as “to create a democratic school culture, 
and school administrators not to distinguish between school staff” can be evaluated in the context of commitment to 
democratic principles. Commitment to democratic principles in seen an important factor in the creation of political 
environment that is required for the development of organizational learning process (Collinson, 2008). Similarly to 
the findings of this study, creation of a democratic school environment is emphasized for the development of 
organizational learning capacity in the study conducted by Marks and Louis (1999). A school culture based on 
democratic principles supports organizational learning Collinson and Cook (2007). 
Factors related to how to improve organizational learning process more as “school staff communicate better with 
each other, to create an environment of trust” can be evaluated in the context of attending in human relationships 
and trust. Collinson and Cook (2007) says that participation in human relationships supports organizational learning. 
Participation in human relationships is seen important in the creation of intellectual and social environment, and a 
trustworthy climate is seen important in the creation of ethical environment (Collinson, 2008). 
Factors related to how to improve organizational learning process more as “school staff to develop themselves 
professionally, teacher's profession of love, school administrators and teachers to be open to change and innovation, 
and to create appropriate physical environment that  encourages organizational learning ” can be evaluated in the 
context of attending in human relationships and trust. According to Katzenmeyer and Moller (2013), supportive 
conditions, and human capacity of the school affect schools to turn into a professional learning community. 
Prioritizing learning for all members and ensuring the individual's self-actualization improve organizational learning 
process (Collinson and Cook, 2007).  
6. Conclusion and recommendations 
6.1. Conclusion  
According to the results of the research, “school administrators to be open to comments and suggestions from 
teachers and to take a supportive role, to create appropriate learning environments for school staff, and to involve 
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relevant stakeholders in the decision making process; school staff to share their knowledge, skills and experiences 
with each other, to collaborate, and to share identified problems in school with each other” are frequently expressed 
in-school variables that support organizational learning in the context of the organizational-structural factors and 
school culture. “School administrators not to respond to the needs of teachers, lack of sufficient time for teachers to 
share with each other, and insufficient use of physical and technical capacity of the school; lack of a culture of 
learning in school, teacher unwillingness to come together to share with each other, and weak interaction between 
groups” are frequently expressed in-school variables that inhibit organizational learning in the context of the 
organizational-structural factors and school culture. 
Consequently, “creating a democratic organizational culture in school, school staff to communicate well with 
each other, and to develop themselves from professional aspects, teachers to love teaching profession, and to create 
an atmosphere of mutual trust in school” are frequently expressed supporting factors which enhance organizational 
learning more in school. 
 
6.2. Recommendations  
Recommendations for school administrators and teachers 
x School administrators to be open to comments and suggestions from teachers and be supportive in this 
regard, and to create appropriate learning environments for them. 
x School administrators to create common time for teachers when setting the courses in order to ensure 
teachers to share.  
x School administrators to be sensitive to the social and individual needs of teachers, and to take an active 
role in meeting the needs. 
x School administrators to apply to the opinions of all relevant stakeholders, and to develop their discourse 
and behaviors that encourage participation when making decisions on matters relating to the school or 
developing policies. 
x School administrators to develop their knowledge, skills and experience, to share these acquisitions with 
school staff, and to benefit from school staff’s' knowledge, skills and experience. 
x School administrators to organize the activities that provide personal and professional development of 
teachers. 
x School administrators to act fairly towards school staff, and to create an environment of trust which is 
necessary for school staff’s shares. 
x Teacher to be open to learning, to take time to learning, to develop knowledge and skills through learning, 
and not to remain with his existing competencies. 
x Teacher to ask for help from colleagues to improve classroom practices. 
x Teacher to be sensitive to the wishes of his colleagues, and to develop positive relationships with them. 
x Teacher to develop a positive attitude towards teaching profession, and to fulfill the requirements of the 
profession. 
 
Recommendations for researchers 
Researchers who are interested in organizational learning in educational organizations can study on how a 
motivating systemic mechanism can be established, and can search the answer to this problem. 
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